The line supervisor is in the most difficult position of anyone in the company when it comes to counseling the employees. In most cases he does not have the specialized skills and training required, and he is too close to the people. However, his most serious roadblock is the direct influence he has over Mr. Killian is a Vice President and is also Director of Personnel and Public Relations, Belle Stores, Charlotte, North Carolina. Abridgement of a talk given before the North Carolina Association of Industrial Nurses, Jan. 29, 1965. 14 the people and their job future. Employees are reluctant to talk with a line supervisor about problems which might adversely affect them or their job opportunities.
It is for this reason that the neutral position of the industrial nurse uniquely qualifies her for the counseling role. She must shun line responsibility, because it would interfere with her value as a nurse and counselor.
The nurse has had training in psychology and other areas directly related to counseling. She has privacy; and in most cases management is agreeable to, and encourages her function as a counselor.
Counseling is a process which gives the employee an opportunity to talk about his problems and thus gain a new insight which in many instances will lead to their solution. Through it the employee can often be relieved of emotional pressures and restored to maximum achievement potential.
It is important to note that the employee should do most of the talking. A correction interview is usually a directional type where the supervisor controls the direction and content of the interview. The counseling interview is just the opposite in that it is non-directional on the part of the counselor. The employee determines its direction and content, and decides on what action is to be taken.
The whole procedure is one of employee control nageme11t's View the .'
ustrial Nurse's unseling by Ray Killian and responsibility. The employee has the responsibility for solving his own problem and the Iistening counselor merely provides the setting. However, the counselor is often given credit by the employee for solving the problem.
Evidence of the Need for Counseling
The need for counseling arises when anyone of the following changes becomes part of the employee's behavior pattern or job performance:
1. The employee's job performance changes from good to unsatisfactory. 2. The employee becomes irritable and is at odds with everyone, resenting suggestions or show of authority. 3. The employee's energy level takes a sharp dip. 4. There is an increase in absenteeism and tardiness. 5. There is an increase in careless mistakes. 6. There is a rash of seemingly unjustified aCCIdents. 7. The employee becomes a trouble maker.
When these characteristics become part of the employee's job-related behavior, a need for counseling surely exists. It is, of course, assumed that these changes have not been caused by environmental factors beyond the employee's control.
American Association of Industrial Nurses Journal, November, 1965 Functions of Counseling 1. Communication: If the employee is concerned about certain job-related factors, the counselor's ability to supply the needed information often causes the problem to evaporate.
2. Advisory: A major service the counselor renders is advising the person where to go to get the information needed. This might be someone else in the company or a clergyman, a doctor or a community agency.
3. Release of emotional pressure: In many instances part of the problem can be solved simply by sharing the burden with someone else. The counseling interview affords the employee the opportunity to release that portion of the emotional weight which can be shared by talking. 5. Re-orientation: It is not unusual for an employee to lose perspective. He blames his failures and problems on factors outside himself. The coun-selor often needs to re-orient the employee toward the recognition that there is a relationship between his own effort and job progress.
The Counseling Interview
Once the need for counseling has been recognized, the employee must be given the opportunity to talk. This is often done by inviting the employee to talk with the counselor. But, in many instances, the employee will take the initiative himself, and seek the interview-often the counselor has no previous knowledge that the employee has a problem.
If any service is to be rendered, it must be done through this interview. Although the counseling interview is deceptively tricky, the best assurance for success is to follow the basic steps listed below:
1. Privacy: Very few employees will talk about potentially embarrassing personal problems where others might overhear. The counselor must conduct the interview in private and keep confidential what the employee tells her. 2. Put the employee at ease: Remember that the employee is under emotional stress regardless of who initiated the interview. The problem may be very personal and the employee is ill at ease. The counselor should break the ice in a warm, friendly manner. 3. Convince him of your interest and desire to win his confidence: The employee must feel that the counselor is interested in him. He must have enough confidence in the counselor's personality to open up and talk about the problem. 4. Start the ball rolling: It is not unusual for the employee to ask for an interview and then sit quietly when the opportunity becomes available. If this happens, the counselor should gently start the ball rolling, often in a neutral direction, mentioning various job-related and outside topics, thus offering the employee an opportunity to bring up his problem. 5. Encourage the employee to talk: Try to get the full story of the problem out into the open. The employee will often wait for the counselor to pick up the conversation, but this should be avoided. The employee must tell his own story and can do it best in his own way. 6. Do not agree or disagree or argue: The counselor might think, or even know, that the employee is wrong, but this should be brought about gradually. Disagreement or argument will often stop the employee from completing his story. 7. Avoid surprise or amazement: The employee might reveal shocking or juicy bits of information, but the counselor must exhibit a minimum of reaction. If the counselor appears startled, the 16 employee will often be deterred from continuing his story. He needs the assurance of the counselor's neutrality. Amazement might be taken as condemnation. 8. Be cautious of probing questions: If the employee has asked for the interview, and the problem is family-related or personal, the counselor has a very limited right to pry. The employee can be encouraged to talk, but should not be cross-examined. 9. Communicate understanding: The employee needs to know that the counselor understands and appreciates the nature and seriousness of the problem. Sympathetic understanding should not go so far as to convey agreement with what the employee has said. The counselor can be understanding without agreeing with the correctness of the employee's premise. 10. Provide for follow-up: Many problems will not be solved in the first interview. The employee often needs to talk with someone else or have time to work out the problem. Thus, the way must be paved for a second interview and an environment should be created in which the employee will feel free to consult with the counselor at any time. Counseling areas are as numerous as employee problems, but most can be classed as vocational, personal, domestic, health and financial.
If the industrial nurse is to carry out her counseling role, she must make use of certain resources and skills. These include the information necessary to supply basic answers and referrals; interviewing skills with a special emphasis on listening; a welladjusted personality, capable of patience and objectivity; basic knowledge of psychology and human relations; and the ability to counsel and maintain confidentiality.
Conclusion
The service which the industrial nurse can give through counseling can be the most unique and significant made by anyone individual to the human and production goals of the company. This is not minimizing the traditional health and maintenance roles of the industrial nurse, but rather maximizing the need and opportunity existing for counseling. The nurse has training and experience; an appropriate organizational position in the company; and the personal contact with employees, thus affording her the best opportunity of anyone in the company to perform the duties of counselor.
The value of the industrial nurse can be more than doubled when she functions as an effective counselor. She can be instrumental in restoring and maintaining the employee's willingness to contribute maximum job effort.
